
let’s check out what makes 
earthlings think planning & 
developing these buildings 

are good ideas.

inhabitants of planet earth continue to 
plan & develop giant buildings that appear 
to lose money, waste space, and create a 

host of negative externalities. it’s unclear 
to the rest of the universe why this urban 

phenomenon keeps occurring.

that must be the 
building, but... 

what is it?

so the earthlings 
call them 

‘stadiums’ then.

it was so packed & so 
bright. why then so much 
negativity surrounding 

stadiums? they seem pretty 
cool in my opinion.  

i think we need an earthling to 
fill in the gaps and to also help us 

understand the implications of stadiums 
on urban planning & development.

the case of the the case of the 
incomprehensible stadiumincomprehensible stadium

julian huertas, mup 2021julian huertas, mup 2021

harvard universityharvard university
graduate school of designgraduate school of design

a summer 2020 independent study a summer 2020 independent study 
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we come in peace... 
and in the pursuit 

of knowledge. 
tell us everything 
you know about 

‘stadiums’.

here, read this.

i have no idea what 
you’re talking 
about... why do 

you want to know 
about stadiums??

© Julian huertas (2020)
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$$
“… an estimated decrease in 
per capita income of $1,116.96 
occurs during any franchise’s 
1st year (regardless of 
sport) in a metropolitan 
statistical area… following 
the establishment or 
relocation of the franchise.”

“… there is no evidence of higher or 
lower levels of construction employment 
[during stadium development]…. 
Instead of creating new 
construction jobs, 
jobs were shifted 
from projects 
that would 
otherwise 
have been 
undertaken, 
resulting in 
no new job 
creation in the 
construction 
industry.”

“… the majority of the 
financing from these new 
sports facilities came from 
public, not private, sources.” 

“on average, public financing 
accounted for 65% of the 
cost of these projects, and 
the average amount of public 
spending was $208 million.”

and also, what’s atlanta 
doing? they built a brand new 
stadium for $227m with a 
$195m public subsidy after

3 years

???

yup, that’s right.

(1)

(2)

33

“… BuIlding new sports 
facilities and attracting 
new professional 
sports teams did not 
raIse income per capita 
or total employment in 
any us city.” (2)

so wait, let me get this straight: 
stadiums are not associated 

with positive economic activity in 
cities? and they also generally 
use up a huge chunk of city & 
taxpayer money to get built?!

(3)

(2)
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FINANCING PRO FORMA 1 2 3 4 5 6
   Loan-to-Value Ratio 60.00%
   Equity $210,000,000 GROSS INCOME
   Debt $315,000,000    Market-Rate Apartments $9,314,400.00 $9,593,832.00 $9,881,646.96 $10,178,096.37 $10,483,439.26 $10,797,942.44
   Interest Rate 10.00%    Affordable Apartments $69,825.00 $71,919.75 $74,077.34 $76,299.66 $78,588.65 $80,946.31
   Mortgage Constant 0.0680473    Retail Space $2,500,000.00 $2,575,000.00 $2,652,250.00 $2,731,817.50 $2,813,772.03 $2,898,185.19
   Cap Rate 6.50%    Subtotal $11,884,225.00 $12,240,751.75 $12,607,974.30 $12,986,213.53 $13,375,799.94 $13,777,073.94

TOTAL DEVELOPMENT COST    Cap Rate @ Sale 6.20%
   Acquisition Costs $25,000,000    Discount Rate 10.00% VACANCY
   Construction Costs $500,000,000    (Residential Vacancy) ($281,526.75) ($289,972.55) ($298,671.73) ($307,631.88) ($316,860.84) ($326,366.66)
   Total Development Costs $525,000,000 INCOME    (Retail Vacancy) ($125,000.00) ($128,750.00) ($132,612.50) ($136,590.88) ($140,688.60) ($144,909.26)

Rents Affordable (Annual)
PROGRAMMING    Affordable 2-Bedroom (100% AMI) $83,125 ADDITIONAL INCOME
   Land & Programming Square Footage    Affordable 2-Bedroom (70% AMI) $58,188    Parking Fees $120,000,000.00 $123,600,000.00 $127,308,000.00 $131,127,240.00 $135,061,057.20 $139,112,888.92
   Land SF 600,000    Affordable 2-Bedroom (30% AMI) $17,456
   Building & Parking Total SF 1,100,000 Rents Market Rate (Annual)    Effective Gross Income $131,477,698.25 $135,422,029.20 $139,484,690.07 $143,669,230.78 $147,979,307.70 $152,418,686.93
   Retail Total SF 50,000    1-Bedroom $22,800
   Retail Cost/SF $50    2-Bedroom $30,000 EXPENSES
# of Units, Parking Spots, & Vacancy  Miscellaneous    (Operating Expenses) ($5,250,000.00) ($5,512,500.00) ($5,788,125.00) ($6,077,531.25) ($6,381,407.81) ($6,700,478.20)
   # of 1-Bedroom Apartments 150    Parking Space Rental (Annual) $6,000    (Real Estate Taxes) ($3,150,000.00) ($3,307,500.00) ($3,472,875.00) ($3,646,518.75) ($3,828,844.69) ($4,020,286.92)
   # of 2-Bedroom Apartments 200    Gross & Additional Income Growth Rate 3.0%    (Replacement Reserve) ($1,100,000.00) ($1,155,000.00) ($1,212,750.00) ($1,273,387.50) ($1,337,056.88) ($1,403,909.72)
   # of Parking Spots 20,000    (Total Expenses) ($9,500,000.00) ($9,975,000.00) ($10,473,750.00) ($10,997,437.50) ($11,547,309.38) ($12,124,674.84)
   Apartment Vacancy 3% EXPENSES
   Retail Vacancy 5%    Operating Expenses/SF $5.00 NET OPERATING INCOME $121,977,698.25 $125,447,029.20 $129,010,940.07 $132,671,793.28 $136,431,998.32 $140,294,012.09
Household Size 100% of AMI    Real Estate Taxes/SF $3.00
   1-Person $68,450    Replacement Reserve/SF $1.00 Debt Service $21,434,899.50 $21,434,899.50 $21,434,899.50 $21,434,899.50 $21,434,899.50 $21,434,899.50
   2-Persons $78,250    Sales Expenses as % of Sale Price 6.0%
    3-Persons $88,000    Expenses Growth Rate 5.00% CASH FLOW AFTER FINANCING* $100,542,798.75 $104,012,129.70 $107,576,040.57 $111,236,893.78 $1,865,586,901.52 $118,859,112.59

DEBT SERVICE COMPONENTS 1 2 3 4 5
   Beginning of Year Outstanding Principal $315,000,000.00 $325,065,100.50 $336,136,711.05 $348,315,482.66 $361,712,131.42
   (Interest) $31,500,000.00 $32,506,510.05 $33,613,671.11 $34,831,548.27 $36,171,213.14
   (Amortization) ($10,065,100.50) ($11,071,610.55) ($12,178,771.61) ($13,396,648.77) ($14,736,313.64)
   End of Year Outstanding Principal $325,065,100.50 $336,136,711.05 $348,315,482.66 $361,712,131.42 $376,448,445.06

NET PROCEEDS FROM SALE SINGLE PERIOD (YEAR 1) RETURN MEASURES
   Sale Price $2,262,806,646.55    Return on Total Assets 23.2%
   (Sale Expenses) ($135,768,398.79)    Before Tax Return on Equity 47.9%
   (Mortgage Loan Payoff) ($376,448,445.06)    Capitalized Value -500,320,000.00
   Net Proceeds from Sale $1,750,589,802.69

MULTI-YEAR PERIOD RETURN MEASURES 1 2 3 4 5
   Net Present Value @ 10% $91,402,544.32 $85,960,437.77 $80,823,471.51 $75,976,295.18 $1,158,382,687.17
   Gross Present Value $91,402,544.32 $177,362,982.08 $258,186,453.59 $334,162,748.77 $1,492,545,435.94
   Net Present Value at Sale $1,282,545,435.94
   Before-Tax IRR -387.00%

and that 
kind of 

irr would 
make any 

entry level 
financial 

analyst want 
to flip a 
table...

1 2

well that makes absolutely 
no sense. especially 

considering that these 
projects are all generating 

negative cash flow.

-387%-387%
irrirr
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   (Amortization) ($10,065,100.50) ($11,071,610.55) ($12,178,771.61) ($13,396,648.77) ($14,736,313.64)
   End of Year Outstanding Principal $325,065,100.50 $336,136,711.05 $348,315,482.66 $361,712,131.42 $376,448,445.06

NET PROCEEDS FROM SALE SINGLE PERIOD (YEAR 1) RETURN MEASURES
   Sale Price $2,262,806,646.55    Return on Total Assets 23.2%
   (Sale Expenses) ($135,768,398.79)    Before Tax Return on Equity 47.9%
   (Mortgage Loan Payoff) ($376,448,445.06)    Capitalized Value -500,320,000.00
   Net Proceeds from Sale $1,750,589,802.69

MULTI-YEAR PERIOD RETURN MEASURES 1 2 3 4 5
   Net Present Value @ 10% $91,402,544.32 $85,960,437.77 $80,823,471.51 $75,976,295.18 $1,158,382,687.17
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yeah guys, i’m not going to 
lie to you. nothing makes 

sense about why we americans 
keep building these stadiums.

maybe you 
should go ask 
people outside 
america about 
their stadiums. 
they generally 

do things 
better than us.

55
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our politicians are a big 
reason for this. they use 

stadiums & local soccer teams 
in neighborhoods & cities to 
consolidate political power 
and raise money for their 

own campaigns, projects, and 
capital expenditures.

well at least you 
know how your 
stadiums are 

funded... in brazil 
and south america, 
stadium funding 

is the opposite of 
transparent.

(4)

earthlings, we 
need your help 
understanding 

stadiums and what 
they mean for 

urban planning.

what do you 
need to know?

i just told 
them about 
stadiums’ 

association 
with negative 

economic 
impacts. and 
how stadiums 
in the us are 

funded.

hi
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well all 
that seems 
troubling. 
but you 

know what 
else is 

troubling 
where i’m 
from?

its when two or more teams 
share the same stadium.

definitely. the least we 
could do is grounds-
sharing for a few of 

the teams that play at 
those stadiums.

wow, talk about 
wastes of space and 

money pits.

ground-
sharing? 

what’s that?

grounds-sharing in london would remove the need for 
having 13 stadiums in the same city. and not to mention 

it cuts down on cost, saves space, and reduces noise, 
traffic, & hooliganism across all parts of town.

good point but that could just 
exacerbate noise, traffic, & hooliganism 
in that one part of the city where the 
grounds-shared stadium is located...

we have          stadiums in the 
city of           london alone. 13

(5)
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and we can’t forget too that 
stadiums can be vehicles of 

political expression...
88

... due to the mass amounts 
of planned space they provide 

and the mass amounts of 
people who congregate inside.

oh damn, that’s completely true. but wait, i don’t see why 
having too many stadiums is a bad thing. stadiums and teams 

can be a large part of a city’s cultural & social identity.

and not to mention that 
stadiums, through the 
events they host, can 

be a part of a nation’s 
cultural & social 
identity as well.

(5)
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1910
Old Trafford

ManchesTer, England

† Architecture based on factory building design

† More functional - accomModates large crowds 

  rather than aesthetic elegance

† wood as main construction materiAl

† Basic levels of comfort & security

† Main design & planning goAl is to increAse capacity

1930s
camp de Les corTs

Barcelona, Spain

† Architecture based on factory building design

† reinforced concrete and steel replace wooden stands

† increAses in stadium capacity 

† provision of more comfort, safety, & 

  complementary facilities

1960s
VicenTe calderón

Madrid, Spain

1997
reEbok Stadium
HorwicH, England

2020s
SanTiago Bernabéu 

Madrid, Spain

† incorporation of more technical innovations in design 

and operation (floodlights, facilities, and basic it systems)

† increAses in stadium capacity (extra tiers of stands)

† increAse in hospitality services

† capacity reduction (demolition of outdated stands)

† increAsing comfort, security, accessibility, & 

  comMerciAl developMent

† artificiAl grass and retractable roofs & pitches

† view of stadiums as more than sporting facilities: 

  tourists attraction, leisure centers, business 

  centers, icons of city marketing 

† creAtion of mixed-use spaces that allow stadiums to 

generate revenue on match & non-match days alike

† increAsing comfort, security, accessibility, & 

  comMerciAl developMent

† increAsing technical innovation (retractable roofs & pitches)

† view of stadiums as more than sporting facilities: 

  tourists attraction, leisure centers, business 

  centers, icons of city marketing 

also don’t forget that 
stadiums can look pretty 
damn co0l. we’ve come a 

long way in our evolution 
of stadium design, 

planning, & development.

MaTcH daYS

nOn-MaTcH daYS

• Tickets
• season tickets
• Bars and kiosks
• official club merchandise 
  shops

fans
• Match day hospitality 
  packages
• VIp area
• 250 hospitality boxes: 
 4,500 seats
• Golden and sIlVer

cOrpOraTE clientS

• GuIded tour and museum and 
sumMer eveninG guIded tours
• caterinG serVices (ResTauranT 
57, cafe asador de la EsquIna)
• official club merchandise 
  shops
• Music concerTs

• Business areas
• conferences and seminars
• shows
• presenTations of 
  corporate pRoducTs
• New serVices

Bernabeau Stadium
Mixed-use SerVices, goOdS, & ExperiEnces

(6)

contemporary 
stadiums now function 

in many more ways 
than they used to.

with their mixed-use 
capacities, stadiums can 

function & profit on 
match days and non-match 

days alike.

(6)
(6)

(6)

(6) (6)

© Julian huertas (2020)



1010

us Women’s stadiums us Men’s stadiums us Women’s & Men’s 
shared stadiums

nba & MlS wnBa & wpS nba & wbna (7)

wow, you guys are 
making stadiums seem 
much better than our 
american friend made 

them out to be!

oh, don’t get your hopes 
up. it’s not all good. 

where to start...

let’s take a look at one form of gender inequity. in the us, stadiums for pro women’s teams are 
generally located in suburbs, away from city centers. while locating teams in suburbs can save 

money on stadium costs due to lower land costs, locating the stadium for a pro women’s team away 
from the heart of downtown detracts from the fight for equal status among male & female athletes.

of course, 
though, situating 

a stadium 
downtown doesn’t 
fix every form or 
type of gender 

inequity. nor does 
it fix the myriad 
amount of other 

problems.

many people think gender equity in 
sports is based solely around the fight 
for equal pay.  but stadium planning & 

development plays a key part too!

yet for the south african resident discounted ticket 
price of r341 ($20 usd), many low income cape town 
residents wouldn’t even get to attend games at the 
stadium for which public taxpayer money was used!

in south africa, for example, the 
city of cape town spent ~r4 billion 
($235 million usd) in constructing 

its 2010 world cup stadium.

(8)

(8)

10 miles

20 miles

10 miles

20 miles

10 miles

20 miles

(7)
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this is an important 
point. stadiums’ 

locations and where 
they’re positioned within 

cities influence racial 
and social (in)equity 

for neighborhoods and 
communities.

well i guess that could be a good or bad 
thing depending on your view of stadiums.

what do you mean?

1111

the example of cape 
town demonstrates 

severe inequities 
when city & taxpayer 
money for stadium 
development doesn’t 
actually serve the 

local populace, which 
is unfortunately 

an all-too-common 
occurrence.

additionally, in the us, racial discrimination 
is also part of inequity when applied to 

stadium planning & development.

in fact, it’s been 
shown that “... 
each additional 

1% increase in the 
fraction of the 

local population 
that is white leads 
to a reduction in 

stadium capacity of 
about 2,000 seats... 
[and] a reduction in 
total construction 
spending of about 

$5 million...” (9)

if you consider stadiums to be beneficial for communities, 
it could be good that more diverse communities get 

stadiums. but if you consider stadiums to be detrimental 
for communities, it would be bad.

and considering what cape town showed us, stadium investment & 
development doesn’t always serve the location’s population. this  

would seem to demonstrate that more diverse, more non-white 
communities having to front the bill & live long-term with next 

door stadiums is not very just nor equitable.

well one thing is for sure. if you 
simply don’t have stadiums, you 
have fewer negative externalities.

one study noted that publicly funding 
stadiums & sports franchises “...may come at 
the expense of other important and highly 
productive public services.... there may be 

fewer police on the street, fewer firemen, less 
frequently repaired streets and highways, a 

weaker education system, and so on.” (2)
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well... i’m just not 
sure how to think 
about stadiums & 

their urban planning 
implications any more.

yeah, stadiums are 
pretty complex, 
complicated, & 
controversial, 

especially when trying 
to understand them 
in the context of 

planning & development.

so what does this mean, 
though, for an idealistic 
graduate urban planning 

student who wants to work 
professionally in stadium 
planning & development?

1212

it’s not all dark & gloomy. there 
are a lot of ways in which a grad 
student with stadium planning & 
development aspirations can work 

& make an impact in the field.

for one, the covid-19 
pandemic shows just how 

important it is now to create 
new & alternative methods 
for stadium planning (and 
mega-event planning too).

(1o)

fangcang shelter hospitals in china, for example, were 
converted from existing stadiums to house newly 

infected covid patients. they provided a novel approach 
to treating patients & erecting temporary hospital 

facilities. their success in china demonstrates the utility 
of planning and designing venues spaces to easily convert 
into and serve as emergency healthcare infrastructure.

© Julian huertas (2020)
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england, for example, 
constructed raised 

grids with railings to 
allow for a socially 
distanced concert. 
creative design & 

planning solutions 
like this for events 
may or may not be 

necessary in the long 
term dependent on the 
longevity of covid-19. 

but, in the short 
term, innovation in 
planning & design is 
certainly necessary 

right now.

tokyo, for example, already delayed 
the 2020 summer olympics by one 

year. in the age of a pandemic, 
however, planning mega-events to 
be more spatially dispersed and 

occurring over a greater period of 
time could become the norm. 

and on the topic of cities rethinking how to 
convert public venues, it will also be necessary 
for cities to reconsider how to feasibly host 

mega-events that draw international athletes and 
tourists from around the world.

but of course, mega-events like the olympics & world 
cup aren’t the only sort of events that will need help. 
concerts, sports, and conventions that typically use 

stadium space need to employ creative solutions for their 
plans, designs, and urban implication considerations.

this is especially true considering the health of the 
general public. in the united states, nfl & college 
football teams plan to allow fans into stadiums 

this fall. even though capacity is reduced, thousands 
of people will be gathering in one space.

and when one considers the tradition of tailgating 
normally associated with american football, proper 
stadium planning will have major health & safety 

implications that will be of extraordinary importance.

(11)

additionally, as the idea of space, 
socialization, and congregation is 
changing, a new young professional 

in the field can consider how to 
minimize the negative externalities 

traditionally associated with stadiums 
when planning for potential new uses 

and physical forms of stadiums.

(13)

(12)

© Julian huertas (2020)



1414

also, we cannot forget that 
continually incorporating racial, 

gender, and social equity into 
the planning and development 

process is absolutely paramount. 
there is a deep history of racist, 

exclusionary, and inequitable 
planning and development in the 
us and throughout the world. 

the model for the industry needs 
to change, especially for huge 
projects such as stadiums.

planners coming out 
of grad school could 
devote their lives to 
changing this model 
and continually stay 
busy with meaningful, 

important, & 
impactful work 

throughout their 
lives and careers.

lastly, understand that there is a reason 
why stadiums and their planning & 

development implications are so complex 
and controversial. there is no easy fix-

all to address the problems & difficulties 
of planning & developing these gigantic 

buildings across the world.

for an idealistic 
graduate urban 

planning student 
aspiring to work 
professionally in 
stadium planning & 

development, there an 
abundant amount of 
ways to get started 
& make a meaningful 
impact in the field.  

well, thank you for 
the help, humans. 

it’s clear to us now 
that stadiums & their 
planning implications 
are a lot more complex 
than we’d originally 
thought. we came in 
thinking there was a 
simple answer to all 
this, and we’ve come 
away realizing just 
how wrong we were.

one thing is clear though --- you humans have 
a lot of work in front of you if you want to 

change the model and fix the system for stadium 
planning & development. it’s going to take a lot 
more than continuing to plan & build shiny new 
stadiums and hoping positive externalities arise.

well... you better 
get cracking! we’ll 
beam you back to 

earth now.

© Julian huertas (2020)
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well that was 
one wild ride.

i’ll say!

think we should bring and 
introduce the concepts 
of stadium planning & 

development back home?

nah, let’s let humans 
figure out how to do it 
better & more equitably 
first. and then we can.

the case of the the case of the 
incomprehensible stadiumincomprehensible stadium

julian huertas, mup 2021julian huertas, mup 2021

harvard universityharvard university
graduate school of designgraduate school of design

a summer 2020 independent study a summer 2020 independent study 
graphic novel manifesto on:graphic novel manifesto on:

stadium planning & developmentstadium planning & development
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